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INTRODUCTION 


1 .1  Background 

The  project  plan  and  terms  of  reference  for  a  study  to  identify  the  implications  of 
increased  decentralization  of  Government  administration,  were  approved  by  the  Management 
Board  of  Cabinet  on  April  4,  1972,  and  were  subsequently  endorsed  by  the  Executive 
Council.  In  accordance  with  that  plan,  an  inter-Ministry  Steering  Committee  (Appendix  A) 
was  established  to  provide  overall  project  direction  and  control  of  the  research  efforts 
of  a  Decentralization  Task  Force  (Appendix  B)  comprised  of  staff  provided  by  various 
Ministries  and  by  the  Management  Services  Division. 

Further  reference  to,  and  support  of  the  concept  of  decentralization  of  program  delivery 
systems  was  provided  in  Interim  Report  Number  three  of  the  Committee  on  Government 
Productivity  under  the  discussion  topic  ” Concepts  for  the  Future "  (page  52). 

1 .2  Objectives  of  Decentralization  Study 

The  terms  of  reference  of  the  decentral ization  study  identified  the  following  objectives1 

(a)  "To  determine  whether  the  establishment  of  common  regions  is  advisable  and  if  so, 

to  recommend  the  number  of  regions,  their  boundaries  and  administrative  centres." 

(b)  "To  examine  the  organizations  of  the  various  Ministries  to  determine  whether 

similar  regional  organization  structures  would  be  beneficial.  Guidelines  for 
'regional  organization  structures  would  be  developed  and  delegated  authority 
reviewed  in  detail." 

(c)  "To  evaluate  the  benefits  and  costs  of  relocating  discrete  work  units,  now  in 

Toronto,  to  other  communities.  A  standard  methodology  will  be  developed  to 
determine  if  specific  units  should  relocate.  Criteria  for  selecting  receiving 
communities  will  be  developed." 

(d)  "To  assess  the  impact  of  regional ization  and  work  unit  relocation  upon  employee 

attitudes." 

1 .3  Purpose  of  Report 

This  document  constitutes  Volume  I  of  the  final  report  of  the  Decentralization  Task  Force 
to  the  Steering  Committee  on  Decentralization  of  Government  Administration.  Its  purpose 
is  to  summarize  the  principal  findings  and  conclusions  developed  bv  the  Task  Force  with 
regard  to  the  four  main  areas  of  investigation  defined  by  the  study  objectives  out¬ 
lined  in  Section  1.2  above,  and  to  make  a  number  of  specific  recommendations  upon  which 
basis  the  Government  may  decide  an  appropriate  course  of  action  for  future  planning  in 
this  field.  This  report  reflects  a  majority  of  opinion  reached  by  the  Decentralization 

Steering  Committee  members  but  does  not  necessarily  reflect  the  views  of  the  Ministries 
represented  on  the  Committee. 

Each  of  the  four  study  areas  are  examined  in  detail  within  separate  volumes  of  the 
report  of  the  Task  Force,  as  follows: 


1  From  DECENTRALIZATION  OF  GOVERNMENT  ADMINISTRATION  PROJECT  PLAN,  Management 
Services  Division,  Management  Board  Secretariat,  May,  1972. 
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Volume  II:  Regional  Organization 


Benefits  to  be  derived  from  greater  decentralization  of  program' management 
responsibilities j  regional  organization  structuring  and  increased  delegation 
of  authority  to  field  program  managers . 

Volume  III:  Common  Regions ,  Regional  Administrative  Centres 

Feasibility  of  dividing  the  Province  into  common  geographic  regions  for 
purposes  of  Ministry  administration 3  and  of  establishing  common  regional 
administrative  centres. 

Volume  IV:  Work  Unit  Relocation 


Feasibility  of  relocating  discrete  work  units  from  Toronto  to  another  community . 

Volume  V:  Employee  Attitudes  Towards  Relocation 

Potential  attitudes  of  Government  employees  towards  possible  relocation  from 
Toronto  to  another  community „ 

In  the  course  of  developing  basic  concepts  in  relation  to  the  various  aspects  of  decent¬ 
ralization  dealt  with  in  the  course  of  the  study,  special  terminology  was  developed  to 
ensure  uniformity  of  word  meaning  among  the  study  teams,  particularly  with  respect  to 
the  numerous  interim  and  final  report  volumes  published.  The  special  terminology  should 
be  referred  to  before  and  during  the  reading  of  this  report  (Appendix  C), 

Finally,  the  recommendations  developed  by  the  Task  Force  and  summarized  in  this  report, 
must  be  regarded  as  provisional  in  nature  since  they  are  subject  to  a  decision  being  made 
by  the  Government  to  proceed  with  the  planning  and  implementation  of  a  program  of  decent¬ 
ralization  incorporating  any  or  all  of  the  facets  dealt  with  by  this  report,  A  decision 
to  proceed  with  decentralization  or  any  one  aspect  thereof,  would  be  made  by  the  Govern¬ 
ment  on  the  basis  of  the  anticipated  benefits  of  the  program,  relative  to  the  estimated 
one-time  costs  associated  with  planning  and  implementation,  and  to  the  additional  annual 
operating  costs  (or  savings)  which  would  be  incurred  subsequent  to  implementation,  (See 
Section  7,  below,  for  summary  of  overall  financial  implications) 

1 ,4  Acknowledgement 

The  Decentralization  Task  Force  gratefully  acknowledges  the  assistance  and  substantive 
contribution  provided  by  the  program  managers  and  Study  Liaison  Officers  of  all 
Ministries.  The  assignment  by  certain  Ministries  of  key  personnel  to  act  as  members  of 
the  Decentralization  Steering  Conmi ttee  and/or  to  work  full-time  as  members  of  the  Task 
Force,  was  of  particular  importance  to  the  successful  completion  of  the  rather  complex 
series  of  projects  comprising  the  overall  study.  Also  acknowledged  is  the  assistance 
provided  by  officials  of  municipal  and  Federal  Government  agencies  (especially  the 
Unemployment  Insurance  Commission),  special  interest  groups,  professional  associations 
and  organizations  in  the  private  sector,  with  whom  the  members  of  the  Task  Force 
consulted  during  the  study. 
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2. 


FEASIBILITY  OF  COMMON  ADMINISTRATIVE  REGIONS,  REGIONAL  ADMINISTRATIVE  CENTRES 
(Volume  III  of  the  Task  Force  Report) 


2.1  Common  Administrative  Regions 

2.1.1  Findings.  Conclusions 

The  concept  of  common  administrative  regions  implies  that  the  majority  of  Ministries 
would  organize  program  management  and  delivery  functions  in  relation  to  specific  geog¬ 
raphic  regions  and,  more  particularly ,  that  the  boundaries  of  these  regions  would  be 
coterminous.  This  concept  does  not  necessarily  mean  that  each  Ministry  would  have  the 
same  number  of  regions  but  rather,  that  outer  regional  boundaries  would  correspond,  i.e„, 
the  boundary  of  one  Ministry's  region  would  not  cross  that  of  another's.  A  region  could 
be  divided,  or  two  or  more  regions  combined  to  meet  the  specific  needs  of  an  individual 
Mini stry. 

At  present,  there  are  some  sixty  different  regional  systems  utilized  by  Ministries  as 
the  basis  for  program  organization  and  administration  in  the  field.  Because  of  the  multi¬ 
plicity  of  regional  definitions  that  are  currently  operative,  occasions  frequently  arise 
wherein  inter-Ministry  coordination  can  only  be  achieved  effectively  at  the  head  office 
level.  Thus,  senior  officials  of  Ministries  often  become  involved  in  the  details  of  inter- 
Ministry  coordination  as  it  applies  to  both  program  planning  and  program  administration, 
even  though  the  question  or  problem  at  hand  may  be  relatively  straightforward  in  nature 
and  does  not  require  head  office  consultation.  It  is  probable  that  the  establishment  of 
common  administrative  regions  across  the  Province  would  allow  a  great  deal  of  this  inter- 
Ministry  coordination  to  be  performed  at  the  regional  or  local  level,  with  an  attendant 
improvement  in  service  to  the  public.  In  addition,  the  existence  of  common  administra¬ 
tive  regions  would  complement  and  facilitate  the  implementation  of  the  Ministry  regional 
organization  concepts  developed  by  the  Task  Force,  particularly  the  suggested  inter- 
Ministry  coordinating  mechanisms "L 

Secondly,  the  increasing  emphasis  on  broad-base  economic  and  social  planning  for  the 
Province  has  created  the  need  for  an  effective  mechanism  by  means  of  which  overall  Gover¬ 
nment  planning  could  be  related  to  Ministry  objectives  and  programs,  and  through  which 
Ministries  could  provide  input  to  the  Government  planning  process.  Thus,  while  ensuring 
that  regional  definitions  satisfy  Ministry  program  administration  requirements,  it  would 
be  desirable  to  structure  a  system  of  common  administrative  regions  in  such  a  manner  that 
it  is  compatible  with  the  five  Planning  Regions  recently  adopted  for  economic  and  social 
planning  purposes* 2.  This  would  enable  planning  at  the  Provincial  level  to  be  related 
downward  to  Ministry  objectives,  policies  and  programs  and  conversely,  would  permit 
Ministry  planning  to  be  performed  within  the  context  of  overall  Government  objectives  and 
pol icies. 

Therefore,  as  a  means  of  achieving  a  significantly  greater  degree  of  coordination  in  inter- 
Ministry  planning,  of  facilitating  inter-Ministry  cooperation  in  the  performance  of  day-to- 
day  operating  responsibilities,  and  of  enabling  planning  at  the  Provincial  and  Ministry 
levels  to  be  effectively  inter-related,  the  Task  Force  recommends  that  the  Province  be 
divided  geographically  into  six  Administrative  Regions s  the  outer  boundaries  of  which  have 
been  defined  on  the  basis  of  the  program  administration  requirements  of  the  majority  of 
Ministries  and  such  factors  as  population  and  geography,  and  which  are  generally  compatible 
with  the  boundaries  of  the  five  Planning  Regions.  The  six  Administrative  Regions  would  be 


^  See  Section  3,  below,  and  Volume  II  of  the  Task  Force  Report:  Regional  Organization 
(Section  3.7).  ~ 

2  In  recognition  of  this  requirement,  the  Government  stated  its  intention  "that  the  five 
Planning  Regions  will  form  the  basis  for  as  many  regional  administrative  activities  as 
possible (Statement  by  the  Treasurer  of  Ontario," June  19,  1972). 
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created  by  dividing  the  Central  Planning  Region  used  for  economic  and  social  planning, 
into  two  Administrative  Regions  and  with  some  minor  boundary  adjustments,  adopting  the 
remaining  four  Planning  Regions  as  Administrative  Regions.  Thus,  the  six  Administrative 
Regions  would  be  compatible  with  the  five  Planning  Regions. 

2.1.2  Recommended  Regions 

In  view  of  the  above  findings  and  conclusions,  it  is  recommended  that: 

1 .  The  Southwestern 3  Eastern. ,  Northeastern  and  Northwestern  Planning  Regions 
be  adopted  as  Administrative  Regions. 

2.  The  Central  Planning  Region  be  divided  into  two  Administrative  Regions 3 
Central  Region  West  and  Central  Region  East. 

3.  The  Central  Region  West  be  made  up  of  the  counties  and  regional  municipal¬ 
ities  of  Buffering  Wellington3  Waterloo 3  Ealton3  Wentworth3  Brant 3  Ealdimand3 
Norfolk  and  Niagara.  The  Central  Region  East  should  contain  the  counties 
and  regional  municipalities  of  Metropolitan  Toronto 3  Iork3  Simcoe3  Peel3 1 
Muskoka3  0ntario3  Victoria3  Ealiburton3  Peterborough  and  Northumberland/Durham. 

2.1.3.  Recommended., Implementati on  Procedure 

Nine  Ministries  state  that  they  could  achieve  the  necessary  organization  and  staffing 
adjustments  to  field  programs  wi~hin  the  near  future.  One  Ministry  (Treasury,  Economics 
and  Intergovernmental  Affairs)  would  prefer  to  use  the  five  Planning  Regions  for  adminis¬ 
tration  purposes.  Since  the  six  Administrative  Regions  are  compatible  with  the  five 
Planning  Regions,  this  does  not  represent  a  problem.  Four  Ministries  (Revenue,  Agricul¬ 
ture  and  Food.,  Colleges  and  Universities,  Community  and  Social  Services)  report  that  the 
concept  is  not  applicable  to  the  organization  of  their  respective  program  management 
and  delivery  functions  since  they  do  not  operate  a  regional  tier  of  administration. 

Three  Ministries  (Natural  Resources,  Transportation  and  Communications,  Correctional 
Services)  report  that  they  would  be  unable  to  adjust  the  geographic  orientation  and  organ¬ 
ization  structures  of  their  field  programs  in  such  a  way  as  to  be  compatible  with  the  six 
Administrative  Regions,  Thus,  the  majority  of  Ministries  would  be  able  to  adapt  their 
field  operations  to  the  new  regional  definitions, the  adoption  of  which  would  represent  a 
substantial  improvement  over  the  existing  situation  wherein  some  sixty  different  systems 
are  utilized  across  the  Service.  Those  Ministries  which  are  unable  to  utilize  the  six 
Administrative  Regions  as  a  basis  for  program  planning  and  admini stration ,  would  be  re¬ 
quired  to  develop  mechanisms  to  enable  them  to  relate  their  operations  to  the  common 
Regions  used  by  other  Ministries,  and  to  provide  appropriate  'input1  to  the  overall 
Government  planning  process  as  performed  in  relation  to  the  five  Planning  Regions. 

So  as  to  enable  Ministries  to  satisfy  their  program  administration  requirements  and  at 
the  same  time,  be  able  to  relate  their  field  operations  to  the  six  Administrative  Regions, 
the  Task  Force  emphasizes  the  importance  of  a  flexible  approach  to  implementation.  Thus, 
particular  Ministry  might  either  utilize  the  six  Administrati ve  Regions  as  defined,  divide 
one  or  more  of  the  Regions  into  smaller  administrative  areas,  or  group  two  Regions  to 
form  a  larger  administrative  area,  according  to  program  administration  requirements  in  the 
field.  The  principal  objective  is  that  Ministries  adhere  to  the  outer  boundaries  pres¬ 
cribed  for  the  six  Administrative  Regions.  Although  the  terms  of  reference  of  this  study 
did  not  include  the  identification  of  program  delivery  'sub-regions'  based  on  coterminous 
boundaries,  the  geographic  areas  which  a  Ministry  defines  for  program  delivery  purposes, 
should  also  be  compatible  with  the  six  Administrative  Regions.  Finally,  it  must  be 
recognized  that  periodic  adjustments  to  Regional  boundaries  will  be  required  as  municipal 
government  reorganization  takes  effect  over  the  next  several  years. 


1  The  inclusion  of  Peel  County  in  the  Central  Region  East  is  provisional,  pending  a  final 
decision  by  the  Government  concerning  regional  municipal  government  jurisdictions  in 
Peel  and  Halton  Counties. 
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In  view  of  the  foregoing,  it  is  recommended  that: 


4.  Subject  to  minor  adjustments  to  the  outer  boundaries  of  the  five  Planning 
Regions  and  a  final  decision  in  respect  of  regional  municipal  government 
boundaries  in  Peel  and  Halton  Counties ,  the  six  Administrative  Regions 
identified  in  recommendations  ls  2S  and  Z  above s  be  established  by  means 
of  a  formal  policy  statement  by  the  Government; 

5.  The  ten  Ministries  which  are  able  to  utilize  the  proposed  Administrative  Regions 
proceed 3  as  soon  as  possible s  to  plan  and  implement  the  means  by  which  field 
program  organization  and  administration  will  be  adjusted  and  geographically  re¬ 
oriented  to  conform  with  these  Regions; 

6 o  Each  of  the  seven  Ministries  which  has  reported  that  it  is  unable  to  adopt  the 
six-Region  system 3  either  because  of  the  requirement  for  a  unique 3  non- con forming 
regional  system  or  the  absence  of  a  regional  tier  of  administration 3  be  instructed 
to  develop  clear  and  firm  proposals  as  to  haw  its  planning  and  operations  can  be 
related  to  the  six  Regions; 

7.  All  Ministries  be  instruct ed  to  adjust  geographic  areas  employed  for  program 
delivery  purposes  at  the  local  or  f sub-regional '  level  so  as  to  be  compatible 
with  the  outer  boundaries  of  the  six  Administrative  Regions; 

8.  Continuing  responsibility  for  coordinating  periodic  boundary  adjustments  to  the 
six  Administrative  Regions  and  for  monitoring  and  evaluating  Ministry  planning 
and  implementation  efforts  in  respect  of  the  adoption  of  the  Administrative 
Regions 3  be  assigned  to  the  Management  Board  Secretariat . 


-  5  - 


2.2  Regional  Administrative  Centres 
2.2.1  Findings,  Conclusions 

With  the  establishment  of  common  Administrative  Regions,  the  need  for  Regional  Administ¬ 
rative  Centres  becomes  apparent  as  an  effective  means  of  providing  a  focal  point  to  which 
the  population  of  each  Region  can  relate.  In  this  manner.  Government  could  become  more 
accessible  by  the  public  and  could,  attain  a  greater  degree  of  'visibility'  in  exercising 
its  program  management  and  delivery  responsibilities,  thus  improving  the  ability  of 
Ministries  to  be  sufficiently  responsive  to  local  needs  and  problems.  In  brief,  the  estab¬ 
lishment  of  Regional  Administrative  Centres  within  the  designated  Administrative  Regions 
would  be  desirable  in  order  to: 

.  provide  a  mechanism  for  improving  inter-Ministry  coordination  of  the  planning  and 
delivery  of  common  administrative  and  operational  support  services,  equipment  use, 
accommodation  and  special  facilities  within  an  Administrative  Region; 

o  create  an  opportunity  for  partial  organizational  integration  with  regard  to  the 
provision  of  common  administrative  and  operational  support  services  to  those 
Ministries  represented  at  the  Centre; 

.  enable  support  services  of  a  higher  calibre  and  consistency  to  be  provided  to 
those  sub-regional  offices  served  by  the  Centre; 

.  provide  a  geographical  focal  point  for  citizen  contact  with  the  Government  within 
the  particular  Administrative  Region  served  by  the  Centre,  thereby  facilitating 
accessioi li ty  to  Ministry  program  management  and  operating  staff  by  the  public; 

o  help  to  increase  the  'visibility'  of  the  Provincial  Government  within  the  community; 

.  contribute  to  reducing  the  amount  of  time  spent  by  citizens  in  obtaining  decisions, 
services  and  information,  particularly  with  regard  to  those  programs  which  concern 
more  than  one  Ministry; 

o  improve  intra-Ministry  and  inter-Ministry  communications  among  regional  program 
staffs  located  at  the  Centre,  thereby  facilitating  the  ongoing  coordination  of 
program  planning  and  delivery; 

.  facilitate  the  achievement  of  greater  decentralization  of  Government  services  and 
regional  organization  structuring  of  Ministries  over  the  longer  term. 


It  is  important  to  understand  that  the  creation  of  Regional  Administrative  Centres  would 
have  little  or  no  effect  on  the  geographic  location  of  offices  and  staff  responsible  for 
program  delivery  and  direct  services  to  the  public.  The  establishment  of  a  Centre  would 
simply  involve  the  location  of  Ministry  regional  program  management  and  regional  adminis¬ 
trative  and  technical  support  personnel  at  a  single  geographic  point  within  an  Administ¬ 
rative  Region  rather  than  at  several  locations  as  at  present.  However,  program  delivery 
functions  located  in  the  same  municipality  as  a  Regional  Administrative  Centre  could  be 
provided  with  accommodation  and  facilities  at  the  Centre. 

The  Province  of  Ontario  now  provides  services  to  the  public  through  some  one  thousand 
delivery  points.  The  number  and  size  of  these  points  are  determined  by  factors  such  as 
the  type  of  service  provided,  density  of  population,  geographic  features,  location  of 
fixed  assets,  etc.  As  in  the  past,  it  is  anticipated  that  delivery  points  would  be  quite 
flexible.  As  conditions  change,  delivery  points  may  be  opened,  closed,  expanded,  contrac¬ 
ted,  or  used  on  a  part-time  basis.  The  nearly  two  hundred  locations  at  which  Provincial 
Courts  sit  are  an  example  of  delivery  points.  These  vary  from  daily  operations  in 
specialized  facilities  in  the  larger  centres,  to  once-a-month  sittings  in  church  halls  in 
small  communities. 
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Within  the  context  of  court  operations,  the  Administrative  Centre  might  provide  extensive 
management  and  support  services  such  as  scheduling  court  sessions,  coordinating  court 
reporting,  making  arrangements  for  accommodation  and  facilities,  processing  legal 
documents,  and  accounting  for  court  funds .  Thus,  the  Administrative  Centre  support 
services  might  help  to  improve  the  efficiency  of  court  operations  and  hence,  the  responsiv- 
ness  of  the  judicial  system  to  public  needs  at  the  local  level.  The  Centre  could  also 
provide  a  point  of  contact  between  court  administrators  and  regional  officials  of  such 
Ministries  as  Solicitor  General  and  Correctional  Services. 

2.2.2  Recommended  Centres 

While  many  of  the  foregoing  advantages  a^e  non-quantifiable  in  terms  of  their  producing 
dollar  savings,  all  of  the  benefits  mentioned  would  contribute  to  an  overall  improvement 
in  program  effectiveness.  Therefore,  it  is  recommended  that: 

1.  " Regional  Administrative  Centres”  be  established  within  the  proposed  six  Administra¬ 
tive  Regions ,  even  though  the  common  Regions  are  not  adapted  by  all  Ministries ; 

2,  Thunder  Bay  and  London  be  designated  as  Regional  Administrative  Centres  of  the 
Ontario  Government  for  the  Northwestern  and  Southwestern  Regions ,  respectively ; 

3,  Two  Regional  Administrative  Centres  be  established  in  the  Central  Region  East,  namely s 
Queen  ’ s  Park  to  accommodate  those  Ministries  which  prefer  a  central  location,  and  a 
suburban  point  for  those  Ministries  which  prefer  a  suburban  Toronto  location; 

4.  Regional  Administrative  Centres  be  established  at  either  Hamilton  or  Kitchener  in 
the  Central  Region  Nest,  at  either  Ottawa  or  Kingston  in  the  Eastern  Region,  and 
at  either  Sudbury  or  North  Bay  in  the  Northeastern  Region. 


The  proposed  configuration  of  common  Administrative  Regions  and  Regional  Administrative 
Centres  is  illustrated  on  the  following  page. 

With  regard  to  recommendation  3,  above,  no  centre  other  than  Metropolitan  Toronto  appears 
logical  in  view  of  the  large  concentration  of  population  in  the  Central  Region  East.  How¬ 
ever,  some  Ministries  would  prefer  a  suburban  location  for  their  regional  offices.  Access 
to  the  freeway  network,  location  of  clients  and  nearness  to  the  airport  are  the  reasons 
cited.  Richmond  Hill  is  the  location  most  frequently  named  by  the  Ministries.  Pickering 
New  Town  might  also  be  considered  favourably  when  development  in  the  area  is  more  mature. 
Ministries  that  would  find  a  suburban  location  acceptable  are  Government  Services, 

Revenue  (Assessment),  Solicitor  General,  Environment,  Labour,  Industry  and  Tourism,  Natural 
Resources  and  Transportation  and  Communications. 


With  regard  to  recommendation  4,  above,  a  detailed  analysis  of  the  attributes  and  cost 
factors  associated  with  the  three  sets  of  alternatives  may  be  referred  to  in  Volume  III 
(Section  3  )  of  the  Task  Force  report.  However,  in  brief,  the  more  significant  factors  are 
as  follows: 

( a )  Hamilton  or  Kitchener  (Central  Region  West) 

Of  the  six  candidates  in  the  Central  Region  West,  the  Task  Force  concluded  that  Niagara 
Falls,  St.  Catherines  ind  Welland  were  geographically  not  central  enough  to  be  acceptable. 
I  his  loft  Hamilton*  Kitchener  (Cambridge  and  Guelph)  and  Brantford.  While  Brantford  was 
acceptable  on  the  basis  of  the  population  and  geographic  centrality  criteria  it  was,  in 
the  opinion  of  the  Tas<  Force,  marginally  the  least  suitable  of  the  three  and  therefore, 
was  rejected  as  a  candidate  in  favour  of  Hamilton  or  Kitchener. 


-  7  - 


PROPOSED  ADMINISTRATIVE  REGIONS  AND  REGIONAL  ADMINISTRATIVE  CENTRES 


In  qualitative  terms,  Hamilton  is  more  central  both  geographical ly  and  demography  cal ly 
within  the  Central  Region  West,  and  has  mere  extensive  health  facilities  and  a  more 
assured  water  supply*  Hamilton  is  preferred  as  an  Administrative  Centre  location  by  the 
majority  of  the  Ministries  concerned*  Office  rents  in  Kitchener  are  slightly  lower  than  in 
Hamilton  and  the  quality  of  the  air  is  rated  as  better.  The  annual  operating  costs  would 
be  approximately  $187,000  in  Kitchener  ..compared  to  $198,000  in  Hamilton.  However,  non¬ 
recurring  implementation  expenditures  are  estimated  to  be  $44,000  more  for  Kitchener  as 
compared  to  Hamilton,  largely  due  to  the  greater  number  of  staff  and  dependants  and/or  the 
distances  to  be  moved.  No  preference  has  been  indicated  in  terms  of  regional  development 
planning  considerations, 

( b )  Ottawa  or  Kingston  (Eastern  Region) 

Demographically,  the  Eastern  Region  can  be  described  as  a  triangle  with  the  apex  at 
Ottawa  and  the  base  running  along  the  St.  Lawrence  from  Trenton  and  Belleville  to 
Cornwall.  From  both  the  geographical  and  demographic  viewpoint,  Kingston  appears  to  be 
the  best  candidate  but  due  to  the  somewhat  singular  cultural  conditions  of  that  area, 

Ottawa  should  also  receive  serious  consideration.  There  is  no  appreciable  difference  be¬ 
tween  Ottawa  and  Kingston  in  terms  of  transportation,  environment,  infrastructure 
characteristics  or  clear  Ministry  preference.  Those  Ministries  serving  French-speaking 
citizens,  emphasize  the  importance  of  an  Ottawa  location.  The  Regional  Development 
Branch  reports  that  Kingston  needs  greater  support  for  economic  development  than  does 
Ottawa.  Annual  operating  costs  would  be  approximately  $885,000  in  Kingston  and  $918,000 
in  Ottawa.  Non-recurring  implementation  expenditures  would  be  nearly  $470,000  more  for 
Ottawa  as  compared  to  Kingston  due  to  the  greater  number  of  staff  and  dependants  who 
would  have  to  be  moved  out  of  Kingston. 

( c )  Sudbury  or  North  Bay  (Northeastern  Region) 

Demographically,  the  Northeastern  Region  centres  along  Highways  17  and  11.  The  demographic 
centre  is  clearly  related  to  the  junction  of  these  two  highways  in  North  Bay.  Viewed  in 
this  way,  the  Task  Force  felt  that  the  choice  of  a  Centre  should  be  between  North  Bay  and 
Sudbury  and  rejected  Timmins  and  Sault  Ste.  Marie  as  potential  candidates. 

Both  Sudbury  and  North  Bay  have  central  locations  and  good  transportation  services; 
however,  Sudbury  has  the  added  advantage  of  NorOntair  service.  Office  rentals  are 
considerably  more  expensive  in  Sudbury  and  space  availability  is  limited.  Furthermore, 
the  Ministry  of  the  Environment  reoorts  that  Sudbury  has  an  acute  sulphur  dioxide 
problem.  The  Regional  Development  Branch  strongly  supports  North  Bay  on  the  grounds 
that  it  needs  economic  development  while  Sudbury  is  economically  self-sustaining.  How¬ 
ever,  the  Ministries  would  prefer  a  Sudbury  location  by  a  margin  of  ten  to  one.  The 
annual  operating  costs  for  an  Administrative  Centre  are  estimated  at  $930,000  in 
Sudbury  and  $848,000  in  North  Bay.  Implementation  expenditures  would  be  approximately 
$220,000  more  in  Sudbury  than  in  North  Bay  due  to  the  greater  number  of  staff  and 
dependants  and/or  the  distances  to  be  moved. 

2.2.3.  Recommended  Implementation  Procedure 

Most  Ministries  would  be  able  to  adopt  the  three  Regional  Administrative  Centres  for  which 
specific  recommendations  have  been  made  and  one  or  other  of  the  alternatives  identified 
within  each  of  the  remaining  three  Regions,  for  the  location  of  their  regional  program 
management  and  support  service  staffs.  However,  certain  Ministries  may  require  additional 
administrative  centres  such  as  would  be  the  case  when  an  Administrative  Region  is  divided 
into  two  or  more  administrative  areas,  or  where  program  constraints  require  the  designation 
of  a  second  centre  within  a  particular  Administrative  Region.  While  in  the  short  term, 
some  dilution  of  the  concept  of  Regional  Administrative  Centres  may  be  unav®idable,  it  is 
not  a  desirable  situation  and  any  return  to  the  current  multiplicity  of  regional  offices 
should  be  resisted. 


In  view  of  the  findings  and  conclusions  of  the  Task  Force  it  is  recommended  that: 

5 o  Subject  to  o.  decision  as  to  which  municipality  should,  be  designated  as  the  Regional 
Administrative  Centre  for  those  Regions  wherein  alternatives  eccist  (recommendation  43 
above) 3  the  Government  establish  the  Regional  A-dministrative  Centres  by  means  of  a 
formal  policy  statement . 

6 .  The  Ministry  of  Government  Services  consider  the  provision  of  suitable  accommodation 
and  facilities  at  the  designated  Regional  A-dministrative  Centres  as  an  important 
priority  in  the  continuation  of  its  office  consolidation  program  and3  as  soon  as 
possible 3  initiate  studies  to  identify  the  specific  requirements  and  costs  of  the 
Centres  as  well  as  plans  and  schedules  of  implementation „ 

7.  The  Ministry  of  Government  Services  initiate  a  study  to  d.etermine  which  locations  in 
or  near  suburban  Metropolitan  Toronto  would  be  suitable  and  economically  feasible 
for  the  construction  of  a  second  Regional  Administrative  Centre  within  the  "Central 
Region  East" 3  to  accommodate  those  Ministries  preferring  a  suburban  Toronto 
location  (recommend.ation  S3  above). 

8.  Subject  to  provision  by  the  Ministry  of  Government  Services  of  suitable  accommodation 
and  facilities  at  the  designated  Regional  Administrative  Centres3  Ministries 
proceed  with  planning  and  implementing  the  transfer  of  existing  regional  office 
staffs  (i.e.3  staff  performing  ’regional'  as  opposed  to  program  delivery 
responsibilities)  to  the  six  designo,ted  Centres. 

9.  Continuing  responsibility  for  monitoring  and,  evaluating  Ministry  planning  and 
implementation  efforts  in  establishing  the  designated  Regional  Administrative 
Centres  and  subsequently  transferring  regional  office  program  o.nd  administrative 
functions  to  the  Centres3  be  assigned  to  the  Management  Board  Secretariat. 

10.  .4s  the  Regional  A-dministrative  Centres  are  completed  and  become  operational 3  the 
Management  Board  of  Cabinet  initiate  studies  to  determine  the  feasibility  of: 

(a)  consolidating  financial 3  personnel  and  other  common  administrative  and 
operational  support  services  required  by  Ministries  at  the  regional  level; 

(b)  establishing  appropriate  inter-Ministry  coordination  mechanisms  at  the 
regional  level. 

2.3  Financial  Implications: 

The  Task  Force  has  estimated  that  the  total  non-recurring  cost  of  establishing  Regional 
Administrative  Centres  to  accommodate  Ministry  regional  program  management  and  support 
service  staffs,  would  range  from  $2.5  million  to  $3.8  million.  The  amount  of  expenditure 
incurred  would  depend  on  which  municipalities  are  selected  as  Regional  Administrative 
Centres  in  instances  where  viable  alternative  municipalities  have  been  identified,  and.  on 
whether  or  not  new  furniture  was  to  be  provided  in  the  Administrative  Centres.  This 
calculation  has  been  made  on  the  basis  of  existing  complement  levels  for  Ministry  regional 
personnel,  and  does  not  incorporate  any  provision  for  the  growth  in  Administrative  Centre 
staff  which  could  occur  as  the  result  of  longer-range  regional  organization  structuring 
of  Ministries.  The  eventual  growth  in  the  size  of  regional  program  management  and  support 
staffs  cannot  be  determined  at  this  point  in  time,  since  it  is  dependent  upon  the  extent 
of  further  decentralization  which  may  be  achieved  by  Ministries  over  the  longer  term. 

Taking  into  account  recurring  savings  of  approximately  $85,000  per  year  realized  through 
office  consolidation  and  the  resultant  sharing  of  common  facilities  at  the  Regional 
Administrative  Centres,  the  recurring  annual  cost  of  operating  at  the  proposed  Centres 
would  amount  to  an  addl tlonaf  $600,000  to  $800,000  over  and  above  the  annual  operating 
costs  incurred  at  existing  Ministry  regional  office  locations.  The  cost  increase  would 
be  attributable  to  two  factors.  Firstly,  current  ‘Working  Environment  Standards'  would 
be  used  as  a  basis  for  allocating  space  at  the  Regional  Administrative  Centres,  in  some 
instances  resulting  in  more  generous  space  allowances  than  are  feasible  at  present. 
Secondly,  a  generally  higher  calibre  of  accommodation  would  be  provided  in  the  Centres 
than  is  now  available,  with  a  resultant  increase  in  the  cost  per  square  foot  of  space 
allocated.  The  annual  operating  cost  could  vary  to  the  extent  indicated,  depending  on 
the  selection  eventually  made  in  those  instances  where  viable  alternative  municipalities 
have  been  identified.  Q 


3. 


REGIONAL  ORGANIZATION  STRUCTURING  OF  MINISTRIES  (Volume  II  of  the  Task  Force  Report) 


3.1  Findings,  Conclusions 

In  the  course  of  its  research  and  extensive  interviewing  of  Ministry  head  office  and 
field  staff  and  of  members  of  the  public  across  the  Province,  the. Task  Force  identified 
a  number  of  deficiencies  and  areas  for  improvement  in  program  administration.  In 
summary,  there  appears  generally  to  be  a  need  for: 

.  improving  the  coordination  of  planning  and  resource  allocation  with  regard 
to  programs  delivered  in  the  field,  both  on  an  intra-Ministry  and  inter- 
Ministry  basis; 

better  coordination  of  day-to-day  operational  activities  carried  out  in 
the  field  within  the  context  of  approved  programs,  both  at  the  intra- 
Ministry  and  inter-Ministry  levels. 

„  improving  the  responsiveness  of  programs  to  local  needs  and  demands 
within  different  geographic  areas  of  the  Province,  in  both  the 
planning  and  execution  phases; 

0  faster  decision-making  and  more  immediate  reaction  in  providing  services, 
resolving  problems  and  supplying  information  to  the  public; 

.  improving  the  accessibility  of  responsible  program  staff  by  members  of 
the  public; 

o  providing  a  distinct  focal  point  for  citizen  contact  with  Ministries  at 
the  local  level,  and  greater  opportunity  for  involvement  of  the  public  in 
the  development  of  regional  policies  and  programs; 

.  more  effective  inter-Ministry  planning  and  utilization  of  financial , personnel , 
equipment  and  accommodation  resources  allocated  to  the  region. 


It  was  concluded  that  the  above  needs  are  not  being  adequately  satisfied  at  present, 
partly  as  a  result  of  the  limitations  inherent  in  traditional  Ministry  organization 
structures  and  reporting  relationships,  and  partly  due  to  the  reluctance  of  Ministries  to 
delegate  substantial  authority  from  the  head  office  level  to  field  program  managers.  It  was 
further  concluded  that  to  overcome  these  problems  effectively,  would,  require  the  decentral¬ 
ization  of  many  of  the  program  management  functions  currently  performed  at  Ministry  head 
offices,  and  the  restructuring  of  these  functions  on  a  regional  basis.  (This  would  be 
applicable  mainly  to  those  programs  which  are  delivered  on  a  broad  geographic  basis  across 
the  Province).  To  achieve  the  desired  objectives  of  improved  coordination  and  responsiveness 
to  local  needs  and,  at  the  same  time,  avoid  the  insertion  of  an  unnecessary  level  of  adminis¬ 
tration,  decentralization  and  regional  organization  structuring  would  require  significantly 
increased  delegation  of  authority  and  responsibility  for  decision-making  to  Ministry 
program  managers  in  the  field. 

3.2  The  Regional  Organization  Concept 

The  Task  Force  has  developed  an  approach  to  regional  organization  structuring  which  is 
discussed  in  some  detail  in  Volume  II  (Section  3)  of  its  report.  In  brief,  the  structure 
envisaged  would  be  composed  of  three  levels  or  tiers  of  administration  within  a  Ministry, 
geographical 1y  separated  from  one  another  where  possible,  and  each  characterized  by  a 
distinct  set  of  responsibilities  and  limits  of  authority. 

•  The  Provincial,  or  head  office  level  would  be  responsible  for  Ministry  policy 

development  and  program  planning  on  a  Province-wide  basis,  establishing  priorities, 
allocating  resources,  establishing  guidelines  and  standards,  evaluating  the  effective¬ 
ness  .of  program. management  and  delivery  within  various  geographic  regions  and 
providing  certain  administrative  and  operational  support  services  to  the  Ministry  as 
a  whole; 


.  The  regional  level  would  be  responsible,  within  the  policies,  guidelines  and 

standards  established  by  head  office,  for  identifying  regional  needs  and  priorities, 
day-to-day  planning  and  coordination  of  program  delivery,  deploying  resources,  direct¬ 
ing  sub-regional  operations,  evaluating  the  effectiveness  of  the  sub-regional  act¬ 
ivities,  and  providing  certain  administrative  and  operational  support  services  to 
Ministry  staff  throughout  the  region; 

.  The  sub-regional  level  would, for  the  most  part,  be  responsible  for  the  delivery  of 
goods  and  services  to  the  public,  as  at  present 0 

The  principal  change  advocated  by  the  Task  Force  would  involve  the  restructuring  and 
decentralization  of  many  of  the  program  management  functions  and  support  services  now 
carried  out  at  the  Ministry  head  office  level,  so  that  they  relate  to  specific  geographic 
regions  of  the  Province  and  may  be  performed  at  Regional  Administrative  Centres  rather  than 
at  the  head  office  location,,  Ministry  program  delivery  functions  would,  for  the  most  part, 
continue  to  be  performed  at  the  local  or  sub-regional  level  (where  appropriate),  and  policy 
development/priority  setting/planning  functions  would  continue  to  be  exercised  at  the  head 
office  level o 

In  terms  of  organization  structuring  at  the  regional  level,  the  Task  Force  has  suggested 
that  where  feasible,  the  responsibility  for  direction  and  coordination  of  all  programs 
delivered  by  a  Ministry  within  a  particular  region,  should  be  vested  in  one  senior  official 
of  that  Ministry,  physically  located  at  the  region's  administrative  centre.  Thus,  each 
Ministry  which  had  diverse  program  delivery  responsibilities  within  a  region  would  designate 
a  Regional  Administrator  for  that  region.  Each  of  the  Ministry’s  "Regional  Administrators" 
would  be  accountable  to  the  Deputy  Minister  (or  perhaps  an  Assistant  Deputy  Minister)  for 
the  satisfactory  execution  of  all  program  responsibilities  in  his  region  in  accordance 
with  established  policies,  guidelines,  authority  limits  and  performance  standards.  The 
managers  of  discrete  Ministry  programs  or  activities  delivered  within  the  region  ( Regional 
Program  Managers )  would  report  to  the  Regional  Administrator  who,  in  turn,  would  receive 
direction  and  advice  from  the  head  office  level.  The  regional  manager  of  a  particular 
program  would  no  longer  report  to  the  functional  head  of  that  program  located  at  head  office, 
as  is  presently  the  case  in  most  Ministries.  Existing  head  office  program  management 
functions  would  be  delegated  to  the  Regional  Program  Managers,  leaving  the  head  office 
level  with  the  responsibility  of  policy  development,  overall  program  planning,  establishing 
priorities,  etc.,  as  described  above.  Although  it  might  not  be  possible  (or  desirable) for 
a  Ministry  to  structure  its  regional  organization  in  the  manner  described,  to  the  extent 
that  program  management  responsibilities  and  authority  for  a  particular  region 
could  not  be  delegated  to  a  single  Regional  Administrator,  coordination  at  both  the  intra- 

Ministry  and  inter-Ministry  levels  would  be  less  effective Sas  would  be  the  capacity  of 
program  managers  to  respond  appropriately  to  local  problems  and  needs. 

Finally,  as  a  means  of  facilitating  inter-Ministry  coordination  at  the  regional  level,  the 
Task  Force  has  suggested  the  creation  of  a  Council  of  Regional  Administrators  for  each 
region.  The  membership  of  each  Council  would  be  comprised  of  the  Regional  Administrators 
of  the  Ministries  having  program  responsibilities  within  the  particular  region,  and  would 
meeT  (®s  necessary)  to  discuss  operational  or  administrative  problems  of  an  inter-Ministry 
nature  which  arise  within  the  region. 

While  the  Task  Force  regards  the  concept  of  regional  organization  structuring  as  one  of 
the  more  effective  means  of  achieving  improved  program  coordination  and  responsiveness 
co  the  public  at _ the  local  level,  it  is  important  to  recognize  that  there  are  a  number  of 
significant  implications  to  be  considered  before  a  decision  is  made  to  proceed  with 
implementation. 

(a)  Although  future  organization  planning  might  be  based  on  the  principles  discussed 
in  the  Task  Force  report,  it  is  evident  that  the  actual  form  of  the  organization 
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structure  developed  by  any  one  Ministry  will  be  unique  to  that  Ministry.  It  should 
also  be  recognized  that  within  the  context  of  a  particular  Ministry,  regional 
organization  structuring  may  not  be  the  most  effective  way  of  dealing  with  problems 
of  coordination  and.  responsiveness  to  the  public.  Clearly,  the  organization 
structure  would  have  to  reflect  the  particular  orientation  of  the  programs  adminis¬ 
tered  by  each  Ministry  in  terms  of  the  type  of  service  provided,  relationships  with 
the  client  group,  and  factors  such  as  geography,  population  and  the  location  of 
buildings  and  other  facilities.  Therefore,  the  concept  summarized  above  and 
discussed  in  detail  in  Volume  II  of  the  Task  Force  report,  should  be  viewed  only  as 
a  guide  for  regional  organization  structuring,  subject  to  interpretation  and 
modification  in  accordance  with  Ministry  needs. 

(b)  As  a  prerequisite  to  the  implementation  of  any  form  of  Ministry  regional  organization 
structure,  considerable  attention  and  planning  effort  would  have  to  be  devoted  to  a 
number  of  fundamental  problems  associated  with  altering  current,  long-established 
management  philosophy,  attitudes  and  practices  so  as  to  enable  an  effective  shift  in 
line  operating  authority  from  head  office  to  the  field.  The  development  of  skilled 
administrators  to  occupy  both  the  decentralized  program  management  positions  and 

the  head  office  policy  development-program  planning  positions  would  be  of  great 
importance 9and  major  long-term  efforts  would  be  necessary  in  terms  of  education, 
training  and  career  development  programs.  Such  management  development  programs 
logically  should  be  integrated  with  the  implementation  of  recommendations  made  in 
Interim  Report  Number  Six  of  the  Committee  on  Government  Productivity , concerning  the 
utilization  of  human  resources. 

In  addition  to  the  human  resources  problems  associated  with  regional  organization 
structuring,  comprehensive  planning  would  be  necessary  at  the  Ministry  level  in 
order  to  clarify  program  objectives,  specify  policies,  establish  procedural  and 
technical  guidelines  and  standards,  develop  performance  standards  for  program 
management  and  delivery,  and  design  information  systems  that  would  enable  the  head 
office  level  to  monitor  and  evaluate  field,  performance  effectively  on  an  ongoing 
basis.  The  foregoing  would  all  be  essential  prerequisites  to  implementation  of  a 
Ministry  regional  organization  structure  and,  because  of  the  magnitude  of  these 
tasks  regionalization  must,  therefore,  be  viewed  as  a  longer-term  evolutionary 
goal  rather  than  as  a  concept  for  immediate  implementation. 

(c)  Finally,  once  implemented,  regional  organization  structuring  would  probably  lead  to 
a  geographical  expansion  of  services  currently  provided  to  the  public,  and  possibly 
to  accelerated  program  development,  both  of  which  would  have  significant  financial 
implications  for  the  Province.  The  improved  capacity  of  Ministries  to  respond 
quickly  and  effectively  to  local  needs  and  problems,  greater  accessibility  of 
program  management  by  the  public,  and  increased  citizen  awareness  and  involvement, 
would  undoubtedly  have  the  catalytic  effect  of  creating  greater  public  demand  for 
improvements  in  existing  programs  or  for  new  services.  Thus,  inherent  in  the 
concept  of  regionalization  is  the  likelihood  that  ultimately,  it  will  lead  to 
considerably  higher  program  expenditures  than  are  now  incurred. 

3.3  Recommendations 

In  view  of  the  potential  improvements  in  program  effectiveness  and  operating  efficiency 
which  might  be  obtained  as  a  result  of  regionalization,  it  is  recommended  that: 

lo  The  concept  of  increased  decentralization  and  regional  organization  structuring  of 
program  management  and  delivery  functions s  he  enunciated  as  a  general  policy  guiding 
future  organization  planning  within  the  Government  of  Ontario „ 

Acknowledging  the  potential  benefits  which  might  be  derived  from  regional  organization  struc¬ 
turing,  but  recognizing  the  important  implications  of  this  concept  in  terms  of  its  applicabil¬ 
ity  within  a  given  Ministry  context,  its  effect  on  traditional  management,  organizational  and 
administrative  practices,  the  magnitude  of  the  planning-development  task,  and  the  significant 
long-range  financial  impact  of  such  a  policy,  the  Task  Force  recommends  that: 
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2.  Any  decision  to  implement  this  policy  within  a  particular  Ministry  i context 3  he 
made  only  at  such  time  as  detailed,  planning  studies  have  been  completed  for  the 
purpose  of  establishing  organization  objectives  3  identifying  the  specific  impli¬ 
cations  of  regionalization  in  terms  of  costs 3  benefits  and,  disadvantages 3  defining 
the  management  and  systems  development  requirements  to  be  satisfied  prior  to  re¬ 
organization 3  and  developing  a  comprehensive  implementation  plan  and  schedule; 

3.  Subject  to  the  adoption  by  the  Government  of  a  policy  supporting  the  relocation  of 
discrete  work  units  from  central  Toronto  to  other  municipalities  (See  Section  43 
below) 3  research  to  determine  the  feasibility 3  benefits 3  costs  and  disadvantages 
of  work  unit  relocation3  be  included  in  the  terms  of  reference  of  the  Ministry 
regionalization  studies  referred  to  in  recommendation  23  above ; 

4o  Continuing  responsibility  for  monitoring  and  evaluating  Ministry  planning  and 
implementation  efforts  in  respect  of  decentralization  and  regional  organization 
structuring 3  and,  for  directly  undertaking  studies  of  an  inter-Ministry  nature 
for  which  the  need  may  arise  as  regionalization  plans  evolve3  be  assigned  to 
the  Management  Board,  Secretariat,, 

3.4.  Financial'  'Implications  of  Regionalization 

Since  it  is  not  possible  to  estimate  the  extent  of  further  decentralization  which  eventu¬ 
ally  might  be  achieved  by  Ministries  through  regional  organization  structuring  of  program 
management  and  program  delivery  functions,  the  non-recurring ,  or  one-time  cost  of  implemen¬ 
tation  cannot  be  determined  at  this  point  in  time.  The  reason  for  this  is  that  the  cost 
of  implementing  a  regional  organization  structure  in  a  particular  Ministry  is  likely  to  vary 
considerably  across  the  Service,  depending  on  the  organization  plan  eventually  adopted,  the 
extent  to  which  the  Ministry  is  currently  decentralized,  and  the  amount  of  development  work 
to  be  done  in  order  to  achieve  a  smooth  transition  from  the  existing  structure  to  the 
regional  structure.  However,  it  is  probable  that  non-recurring  expenditures  of  this  type 
would  be  distributed  across  several  fiscal  years. 

It  is  also  difficult  to  estimate  the  total  recurring  annual  operating  costs  which  would  be 
experienced  by  a  Ministry  which  had  fully  implemented  a  regional  organization  structure. 
However,  the  Task  Force  has  estimated,  the  costs  that  could  be  incurred  over  and  above 
present  expenditure  levels,  and  which  would  be  attributable  mainly  to  the  creation  of  key 
program  management  and  supervisory  positions  in  regionally  organzied  Ministries.  It  has 
been  proposed  that  the  required  positions  be  filled  through  the  gradual  upgrading  of  exist¬ 
ing  supervisory  staff  currently  classified  at  levels  below  that  of  "Branch  Director"  or 
equivalent,  and  that  complement  increases  be  resisted  unless  a  Ministry  can  clearly  demon¬ 
strate  and  substantiate  its  need  for  additional  staff  as  a  direct  result  of  regional  organ¬ 
ization  structuring.  Including  the  cost  of  salary  increases,  fringe  benefits,  support  staff, 
accommodation,  services,  travel,  and  equipment  and  supplies  associated  with  the  new  positions 
that  would  be  required  in  regionally  organized  Ministries,  the  additional  cost  to  be  borne 
by  the  Government  as  a  result  of  regional  organization  structuring,  would  range  from 
$550,000  to  $650,000  annually,  on  a  Service-wide  basis.  However,  as  was  mentioned  earlier, 
the  longer  term  financial  implications  of  regionalization  are  likely  to  be  somewhat  more 
substantial,  as  a  result  of  program  expansion  and  development  being  stimulated  through  the 
increased  sensitivity  and  responsiveness  of  Ministries  to  local  needs. 
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4.  WORK  UNIT  RELOCATION  (Volume  IV  of  the  Task  Force  Report) 

4.1.  Findings,  Conclusions  and  Financial  Implications 

The  Task  Force  has  examined  the  benefits,  costs  and  administrative  implications  of  reloc¬ 
ating  discrete  work  units  of  Ministries  from  central  Toronto  to  sites  in  or  near  suburban 
Metropolitan  Toronto  or  to  other  municipalities.  This  concept  would  be  applicable  mainly 
to  those  Toronto-based  operational  programs  which  are  not  suitable  for  administration  on 
a  broad  geographic  basis  across  the  Province,  but  which  could  be  performed  effectively 
and  efficiently  at  a  geographical  location  other  than  Queen's  Park. 

It  is  estimated  that  the  relocation  of  some  1,500  to  2,300  staff  of  Toronto-based  Ministry 
work  units  may  be  a  realistic  goal.  This  estimate  excludes  those  Ministry  work  units  which 
are  integral  to  the  process  of  Government  policy  development  and  those  which  have  extensive 
face-to-face  contacts  with  a  Toronto-based  client  group.  The  estimate  has  been  made  in 
relation  to  sixteen  Government  Ministries  and,  therefore,  is  not  applicable  to  agencies 
such  as  the  Hydro-Electric  Power  Commission,  the  Workmen's  Compensation  Board,  etc.  The 
Ministry  of  Transportation  and  Communications  was  not  reviewed,  since  this  organization  is 
already  situated  at  a  suburban  Toronto  location.  The  possible  movement  of  management  and 
support  service  staff  from  Ministry  head  offices  to  field  locations  as  a  result  of  future 
regional  organization  structuring  was  also  excluded. 

The  cost  of  relocating  1,500  to  2,300  staff  an  average  distance  of  100  miles  would  be 
approximately  $6  million  to  $8  million.  The  net  annual  savings  which  could  be  derived 
from  work  unit  relocation  of  this  magnitude,  are  estimated  at  approximately  $0.75  million 
to  $1.1  million,  which  represents  the  difference  In  accommodation  and  support  service 
costs  at  the  new  location  and  the  value  of  accommodation  and  services  currently  provided 
in  the  central  business  district  of  Toronto.  The  additional  economic  stimulus  to  various 
receiving  municipalities,  using  the  income  multiplier  principle,  would  range  from  $48 
million  to  $74  million  annually. 

The  cost  of  relocating  1,500  to  2,300  staff  from  central  to  suburban  Metropolitan  Toronto 
would  be  approximately  $1.0  to  $1.5  million.  The  net  annual  savings  which  could  be  derived 
from  work  unit  relocation  to  suburban  Toronto  would  range  from  about  $0.4  to  $0.6  million, 
due  largely  to  the  reduced  cost  of  accommodation.  Thus,  the  anticipated  annual  savings 
would  be  considerably  less  than  in  the  case  of  relocation  to  a  municipality  geographically 
distant  from  Toronto,  since  the  cost  of  accommodation  in  suburban  Metropolitan  Toronto  is 
from  25%  to  35%  greater  than  would,  be  the  case  in  another  centre.  In  addition,  there  'would 
be  no  significant  economic  stimulus  to  the  receiving  municipalities  since  it  is  likely  that 
the  majority  of  staff  affected  would  not  have  to  change  their  place  of  residence. 

The  following  additional  benefits  would  also  be  obtainable: 

.  a  reduction  in  the  growth  rate  of  Ontario  Government  offices  in  the 
central  business  district  of  Toronto; 

.  increased  'visibility1  of  Government  services  outside  of  central  Toronto; 

.  a  reduction  in  the  growth  rate  of  demand  for  transportation  and  other 
municipal  support  services  in  central  Toronto. 

In  view  of  its  findings  concerning  the  overall  financial  implications  of  work  unit 
relocation,  the  Task  Force  has  concluded  that  as  a  general  concept,  the  relocation  of 
discrete  work  units  from  Queen’s  Park  to  other  municipalities  or  to  suburban  ioronto, 
appears  to  be  economically  feasible.  However,  the  practicality  of  relocation  in  a 
specific  situation  can  only  be  determined  as  and  when  the  pattern  of  communications  and 
the  program  administration  requirements  of  a  particular  work  unit  have  been  examined  in 
detail.  If,  in  a  given  situation,  work  unit  relocation  was  concluded  to  be  a  practical 
objective,  the  suitability  of  moving  to  suburban  Metropolitan  Toronto  vis-a-vis  another 
municipality,  could  then  be  assessed  in  terms  of  specific  benefits  and  costs. 
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4.2  Recommendations 

In  view  of  the  foregoing,  the  Task  Force  recommends  that: 

1.  The  Government  enunciate  a  policy  supporting  the  relocation  of  discrete 
Ministry  work  units  from  the  central  business  district  of  Toronto  to 
suburban  Metropolitan  Toronto  or  to  other  municipalities 3  where  it  is 
proven  to  be  economically  feasible  and  practical  in  terms  of  program 
administration* 

2.  Any  decision  to  implement  this  policy  within  a  particular  Ministry  context 3 
be  made  only  at  such  time  as  detailed  studies  have  been  completed  for  the 
purpose  of  determining  the  full  implications  of  relocating  particular  work 
units  in  terms  of  operational 3  administrative3  organizational 3  and  financial 
considerations . 

In  Section  3,  above,  it  has  been  recommended  that  the  Government  adopt  a  formal  policy 
supporting  decentralization  and  regional  organization  structuring  of  Ministry  program 
management  and  delivery  functions.  Since  any  work  unit  relocation  that  occurred 
would  have  to  be  compatible  with  this  overall  organization  planning  policy,  each 
Ministry  would  first  assess  the  benefits  of  increased  decentralization  and  regionalizati 
and,  to  the  extent  that  this  policy  could  not  be  applied  in  relation  to  a  particular 
Ministry  program,  would  then  determine  whether  or  not  Toronto-based  work  units  might 
be  relocated  elsewhere.  In  view  of  the  inter-relationship  between  the  two  concepts 
in  the  feasibility  study  phase,  it  is  recommended  that: 

3.  Subject  to  the  adoption  by  the  Government  of  a  policy  supporting 
decentralization  and  regional  organization  structuring 3  all  future  research 
carried  out  by  Ministries  for  the  purpose  of  determining  the  feasibility  of 
work  unit  relocation  (recommendation  23  above) 3  be  incorporated  within  the 
terms  of  reference  of  the  regional  organization  feasibility  studies  referred 
to  in  Section  Z3  above. 

4.  The  methodology  developed  by  the  Task  Force  for  selecting  Toronto-based  work 
units  for  possible  relocation  and  for  identifying  altem.ative  receiving 
municipalities 3  be  used  as  the  basis  for  future  research  efforts  in  this 
field. 

5.  Continuing  responsibility  for  monitoring  and  evaluating  Ministry  planning 
and  implementation  efforts  in  respect  of  relocation  of  Toronto-based  work 
units  to  other  municipalities 3  and  for  directly  undertaking  studies  of  on 
inter-Ministry  nature  for  which  the  need  may  arise  as  work  unit  relocation 
plans  evolve 3  be  assigned  to  the  Management  Board  Secretariat «, 
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EMPLOYEE  ATTITUDES  (Volume  V  of  the  Task  Force  Report) 


Data  reflecting  employee  attitudes  and  reactions  towards  relocation,  the  perceived  effect  of 
relocation  on  the  quality  of  life  of  employees  and  their  families  and  the  effect  of  re¬ 
location  on  work  unit  effectiveness  and  efficiency,  were  gathered  from  government  and  private- 
sector  organizations  having  recent  experience  in  large-scale  movement  of  staff  from  loronto 
to  other  communities  or  from  central  Toronto  to  suburban  Toronto.  Within  the  Government  of 
Ontario,  information  was  obtained  from  four  Ministries  which  have  recently  completed  the 
transfer  of  personnel  to  other  communities.  In  addition,  a  review  of  current  Government 
policy  in  respect  of  relocation  of  staff  and  their  dependants  was  undertaken  so  as  to  identify 
the  requirements  for  further  development  if  a  program  of  work  unit  relocation  or  extensive 
regionalization  were  to  be  adopted.  The  Task  Force  conclusions  in  this  field  of  investig¬ 
ation  may  be  summarized  as  follows: 

5c 1  Findings,  Conclusions 
Potential  Attitudes  to  Relocation 

On  the  basis  of  the  research  undertaken,  it  was  concluded  that  the  potential  attitudes  of 
Government  employees  towards  the  possibility  of  being  relocated  any  distance  were  likely  to 
be  negative.  However,  the  extent  to  which  the  employee  was  directly  involved  in  the  planning 
and  execution  of  the  move  could  have  a  significant  effect  on  his  attitude.  In  addition,  it 
was  found  that  a  protracted  rumour  period  prior  to  the  announcement  of  specific  relocation 
plans  appeared  to  foster  negative  attitudes  on  the  part  of  the  employee.  In  view  of  the 
above,  it  was  concluded  that  careful  and  thorough  planning  of  future  moves  occurring  as  a 
result  of  work  unit  relocation  or  extensive  regionalization  would  be  essential  in  order  to 
offset  much  of  the  anticipated  negative  attitude. 

Possible  Effects  on  Quality  of  Life 


It  was  found  that  relocation  within  the  Metropolitan  Toronto  area  normally  does  not  have  a 
significant  effect  on  the  quality  of  life  as  perceived  by  employees.  In  general,  the 
employee’s  travel  time  to  and  from  his  place  of  work  was  regarded  as  one  of  the  more 
important  aspects  of  his  perceived,  quality  of  life.  It  was  also  concluded  that  the  first 
eighteen  months  following  a  relocation  were  the  most  critical  in  terms  of  the  employee’s 
acceptance  of  changes  to  his  life  style  and  his  perceived  quality  of  life. 

Circumstances  Under  Which  the  Most  Favourable  Reactions  to  Relocation  Can  be  Expected 

It  was  concluded  that  the  key  to  a  successful  relocation  program  is  to  accommodate  the 
family  unit  rather  than  just  the  employee  and,  in  addition,  that  family  acceptance  of  a  move 
could  be  enhanced  by  recognizing  and  effectively  dealing  with  the  concerns  of  the  employee's 
wife.  It  was  found  that^on  the  whole,  married  men,  thirty  to  fifty-five  years  of  age,  having 
one  or  more  children,  and  characterized  by  an  “average*  career  path,  are  most  readily  moved. 

Effects  of  Relocation  on  Work  Unit  Efficiency  and  Effectiveness 


It  was  concluded  that  unless  the  work  unit  and  family  relocations  are  effectively  planned 
and  managed,  operating  efficiency  will  be  adversely  affected.  Over  and  above  a  possible 
decrease  in  work  unit  efficiency,  there  are  quite  obviously  a  number  of  substantial  short- 
run  costs  associated  with  a  relocation  program. 

Adequacy  of  Relocation  Policies 

It  is  evident  that  a  well-designed,  comprehensive  relocation  policy,  including  effective  ad¬ 
ministrative  machinery  for  interpretation  and  refinement  of  such  policy,  would  be  of  cons¬ 
iderable  long  term  significance  in  the  successful  implementation  of  a  program  of  work  unit 
relocation  or  extensive  regionalization  within  the  Ontario  Government.  On  the  whole,  the 
Province's  existing  policies  appear  to  be  fair  and  reasonably  generous  as  far  as  employee 
compensation  is  concerned,  although  there  is  a  requirement  for  further  development  in  this 
area  if  a  decision  is  made  to  proceed  with  decentralization.  It  was  found  that  generous  re¬ 
location  policies  more  than  pay  for  themselves,  when  compared  to  both  the  long  and  short-term 
dissatisfaction  that  arises  in  situations  where  the  employer  is  not  sufficiently  generous. 
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5,2.  Recommendations 


Subject  to  a  decision  by  the  Government  to  proceed  with  the  planning  and  implementation  of 
program  of  decentral ization  of  Government  administration,  the  recommendations  of  the  Task 

Force  are  as  follows: 

General 

1„  If  a  decision  is  mode  to  relocate  discrete  work  units  from  Toronto  to  other 

municipalities 3the  Management  Board  of  Cabinet  should  assemble  an  implementation 
task  force  of  specialists  to  plan3  schedule  and  manage  all  moves „ 

2.  Any  decision  to  relocate  a  work  unit  should  be  fully  explained  to  employees 
and  members  of  their  families  by  the  task  force  and  the  management  of  the 
relocating  unit3  and  employees  should  be  involved  at  the  earliest  possible 
date  in  the  development  of  specific  relocation  plans . 

3.  Accurate  and  full  information  should  be  made  available  to  all  affected 
personnel  as  early  as  possible  in  a  relocation  program . 

4 o  Special  efforts  should  be  made  to  ensure  that  appropriate  employees  are 
selected  for  relocation  on  the  basis  of  their  willingness  and  positive 
attitudes  towards  moving  away  from  Toronto 3  as  well  as  career 3  family ,  life 
style  and  personality  characteristics .  All  employees  affected  by  work  unit 
relocation  plans  should  be  given  proper  assurances  in  respect  of  future  job 
security  and  career  progression . 

5.  The  implementation  task  force  should  work  closely  with  employeest  families  in 
all  aspects  of  the  move . 

Policy  Development 

6 •  Specific  provision  for  large-scale  staff  relocations  should  be  made  in  the 
Government  Manual  of  A.dministration . 

7.  Certain  revisions  should  be  made  to  existing  policy  on  the  transfer  of  employees 
and  family  members 3  particularly  with  regard  to  allowances  for  travel  to  the  new 
place  of  residence  in  advance  of  the  relocation  date3  hotel  living  by  single  pers¬ 
onnel  3  and.  travel  of  employees  back  to  Toronto  in  cases  where  separation  from 
dependants  is  unavoidable 0 

5.  The  Travel  and  Moving  Expenses  Committee  of  the  Management  Board  should  be 
responsible  for  future  policy  formulation  with  regard  to  the  large-scale 
transfer  of  employees  and  dependants  if  a  program  of  work  unit  relocation  or 
extensive  regionalization  is  to  be  implemented . 

Further  Research 


The  Task  Force  concluded  that  the  research  undertaken  has  adequately  dealt  with  the  question 
oi  potential  attitudes  of  employees  to  relocation  and  that  further  research  in  this  field 
would  not  appear  to  be  necessary.  Therefore, it  is  also  recommended  that: 


90  If  further  research  were  required  after  a  decision  was  made  to  implement  a  program 
of  work  unit  relocation3  its  main  focus  should  be  the  family  unite 

10°  research  should  be  directed  and  coordinated  by  the  implementation  task 

force  referred  to  in  recommendation  13  above „ 

11  o  Such,  studies  should  deal  with  the  number  of  very  practical  problems  involved  in 
relocating  staff  and  the  problems  of  attitude  brought  out  in  this  report „ 


6. 


IMPLEMENTATION  PLANNING  GUIDELINES 


6.1.  Alternative  Approaches  to  Implementation 

Although  the  achievement  of  greater  decentralization  through  regional  organization 
structuring  and/or  work  unit  relocation  is  decidedly  a  longer  term  implementation 
objective,  there  does  not  appear  to  be  any  reason  why  the  establishment  of  the  six 
Administrative  Regions  and  designation  of  those  municipalities  which  are  to  become 
Regional  Administrative  Centres  (Section  2,  above),  cannot  be  accomplished  in  the 
relatively  near  future.  In  fact,  the  establishment  of  the  Administrative  Regions 
and  their  boundaries  and  the  identification  of  Regional  Administrative  Centres, 
should  be  considered  as  key  policy  decisions  to  be  made  as  soon  as  possible, si  nee 
Government  acceptance  of  these  concepts  is  an  important  prerequisite  to  eventual 
regionalization-work  unit  relocation  planning  by  the  Ministries.  It  is  important 
that  the  future  organization  planning  objectives  of  each  Ministry  be  developed  in 
relation  to  a  specific  configuration  of  Administrative  Regions  and  Regional 
Administrative  Centres  so  as  to  permit  the  benefits  of  improved  coordination  and  co¬ 
operation  at  the  local  level  to  be  realized  at  the  earliest  possible  date. 

On  the  other  hand,  it  is  evident  that  regionalization  and  work  unit  relocation  would 
have  to  be  achieved  through  a  step-by-step,  evolutionary  process  in  order  to  allow 
for  a  gradual  transition  and  adjustment  to  the  new  management  style  implicit  in 
such  concepts.  Although  the  process  of  transforming  existing  organization  structures 
to  a  regional  orientation  may  vary  considerably  among  Ministries  depending  on 
their  current  state  of  development,  it  is  envisaged  that  once  a  Ministry  has  prepared 
an  implementation  plan,  the  transitional  phase  might  extend  over  a  period  of  from 
two  to  four  years.  Therefore,  assuming  that  the  Government  adopts: 

(a)  the  concept  of  increased  decentralization  and  regional  organization 
structuring  of  program  management  and  delivery  functions  as  a  general  policy 
guiding  future  organization  planning  (Section  3,  above); 

(b)  a  policy  supporting  the  relocation  of  work  units  from  central  Toronto  to 
other  municipalities  or  suburban  Metropolitan  Toronto,  where  feasible  from 
an  economic  and  administrative  standpoint  (Section  4,  above), 

it  would  be  desirable  to  initiate  comprehensive  and  detailed  planning  studies  as 
soon  as  possible  in  order  to  determine  specifically  how  and  in  what  form,  regionalization 
and  work  unit  relocation  might  be  achieved  within  the  context  of  each  Ministry.  The 
current  and  projected  operating  environment  of  each  Ministry  would  have  to  be  examined 
in  depth  in  order  to  define  the  Ministry's  longer-range  organizational  goals  and 
identify  the  extent  to  which  regionalization  and  work  unit  relocation  could  and  should 
be  adopted.  Then,  in  relation  to  organizational  objectives,  it  would  be  necessary  to 
identify  the  Ministry's  management  development  requirements ,  system  development 
requirements ,  the  total  cost-benefit  and  administrative  implications  of  the  program, 
and  a  detailed  implementation  plan  and  schedule.  Integral  to  such  studies  would  be 
the  development  of  plans  for  relating  Ministry  field  programs  to  the  six  proposed 
Administrative  Regions  and  to  the  Regional  Administrative  Centres  discussed  earlier 
in  this  report. 

There  are  essentially  two  alternative  approaches  which  could  be  adopted  in  carrying 
out  these  planning  studies,  namely: 

(a)  All  Ministries  could  be  requested  to  form  internal  task  forces  to  undertake 
detailed  studies  to  define  their  longer-term  organizational  objectives  and 
specifically  identify  the  potential  for,  and  the  financial  and  administrative 
implications  of  both  regional  organization  structuring  and  work  unit 
relocation.  All  planning  studies  would  be  undertaken  simul taneously  and 
completed  within  a  common  time  frame  (e.g.,18  months).  The  implementation 
of  the  new  Ministry  organization  structures  would  be  undertaken  over  a  period 
of  perhaps  two  to  four  years  thereafter. 
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OR 

(b)  A  more  evolutionary  approach  could  be  adopted  wherein,  as  Ministries 

review  their  organizational  needs  in  future  years,  they  are  requested  to 
identify  the  potential  advantages  of  regional  organization  structuring  and 
work  unit  relocation.  Implementation  of  Ministry  regional  organization- 
work  unit  relocation  plans  would  be  undertaken  gradually  over  a  lengthy 
time  interval. 

The  more  gradual  approach  to  planning  and  implementation  would  have  the  advantage  of 
dispersing  organization  planning  and  implementation  costs  over  a  much  greater  time 
period  than  would  a  concentrated  planning-implementation  effort  over  say,  the  next 
five  years.  Thus,  the  impact  on  Provincial  finances  during  any  one  fiscal  year 
would  be  somewhat  lessened.  In  addition,  the  removal  of  specific  time  constraints 
governing  regional  organization-work  unit  relocation  studies  and  implementation 
tasks,  would  enable  Ministries  to  adopt  a  more  gradual  approach  to  changing  management 
style  and  attitudes  and  undertaking  the  human  resources  and  systems  development 
tasks  that  would  be  essential  prerequisites  to  the  decentralization  and  regionalization 
of  program  management  and  support  service  functions  traditionally  carried  out  at 
head  office.  Thirdly,  the  Government's  comprehensive  program  for  the  reorganization 
and  restructuri ng  of  municipal  government  on  a  regional  basis,  could  alter  the 
relationships  of  certain  Ministries  to  their  respective  client  groups  at  that  level 
and  consequently,  could  bring  about  the  need  for  reorganization  of  Ministry  program 
delivery  systems.  With  a  more  lengthy  period  allowed  for  organization  planning  and 
implementation.  Ministries  would  be  able  to  develop  the  kinds  of  structures  which 
most  effectively  relate  to  the  municipal  level.  Finally,  aside  from  the  disruption 
recently  experienced  by  Ministries  in  the  course  of  implementing  recommendations  of 
the  Committee  on  Government  Product! vi ty ,  certain  Ministries  are  operating  in  a  state 
of  uncertainty  because  they  are  currently  in  the  process  of  undertaking  in-depth 
organizational  reviews.  These  Ministries,  in  particular,  could  hardly  be  expected  to 
react  favourably  to  the  inauguration  of  another  major  planning  effort  at  this  time. 

A  major  disadvantage  of  not  proceeding  simultaneously  with  regional  organization 
planning  studies  in  all  Ministries  and  completing  such  studies  within  a  common  time 
interval,  is  that  the  full  extent  of  greater  decentralization  of  program  management 
and  delivery  functions  and  relocation  of  Toronto-based  work  units,  cannot  be 
determined  in  such  a  manner  as  to  permit  the  development  of  long  range  plans  for 
accommodation  and  facilities  to  be  provided  at  the  Regional  Administrative  Centres  and 
in.  other  municipalities.  Furthermore,  since  implementation  schedules  would  not  have 
been  developed  by  all  Ministries,  it  would  not  be  possible  to  clearly  identify  the 
time  constraints  for  the  construction  or  acquisition  of  regional  accommodation  and 
facilities.  Secondly,  in  the  absence  of  a  firm,  Service-wide  program  for  reviewing 
regional  organization  and  work  unit  relocation  potential,  there  is  the  danger  that 
Ministries  will  not  undertake  the  studies  or  will  prolong  implementation  over  an 
unreasonably  long  time  period.  Finally,  until  such  time  as  a  substantial  amount  of 
regional  organization  structuring  has  been  accomplished,  it  will  not  be  possible  to 
achieve  the  maximum  benefits  of  inter-Ministry  coordination  and  cooperation  at  the 
local  level.  Hence,  the  more  indefinite  the  implementation  time  scale  is,  the  longer 
it  will  take  to  obtain  a  substantive  improvement  in  inter-Ministry  coordination  in 
the  field. 

6.2  Recommended  Approach 

In  summary,  it  would  appear  that  the  advantages  of  a  more  gradual  approach  to  regional 
organization  planning  and  implementation  outweigh  those  of  a  concentrated  effort  by  all 
Ministries  over  a  specific  time  period.  In  view  of  this  conclusion,  but  recognizing  the 
need  to  establish  common  Administrative  Regions  and  Regional  Administrative  Centres  in 
order  to  rationalize  the  existing  system  (thereby  realizing  some  of  the  benefits  of  improved 
coordination  in  program  planning  and  execution  at  the  local  level),  and  provide  a  framework 
for  future  decentralization  and  regional  organization  structuring  of  Ministries,  the  Task 
Force  makes  the  following  recommendations  as  guidelines  to  implem--nt?.tion. 


It  is  recommended  that: 


1.  The  Government  designate  the  common  Administrative  Regions  and  Regional 
Administrative  Centres  as  soon  as  possible  (per  recommendations  made  in 
Sections  2.1  and  2.2  above). 

2.  Subject  to  final  boundary  adjustments s  those  Ministries  which  currently 
operate  a  regional  tier  of  administration 3  be  requested  to  proceed  immediately 
to  reorient  their  field  programs  to  the  common  Administrative  Regions  (per 
Section  2.13  dbove) . 

3.  The  Ministry  of  Government  Services  be  requested  to  develop  plans  for  the 
provision  of  accommodation  and  facilities  at  the  Regional  Administrative 
Centres  as  soon  as  possible  (per  recommendations  made  in  Section  2.23  above). 

4.  Those  Ministries  operating  a  regional  tier  of  administration3  be  requested  to 
transfer  their  respective  regional  program  management  and  support  service 
functions  from  existing  regional  offices  to  the  designated  Regional  Administrative 
Centres3  as  soon  as  suitable  accommodation  and  facilities  are  available  o.t 

the  Centres. 

5 .  The  Government  enunciate  formal  policies  supporting  decentralization  and 
regional  organization  structuring  and  relocation  of  Toronto-based  work  units 3 
respectively . 

6.  The  Government  encourage  Ministries  to  undertake  organizational  reviews  to 
identify  the  benefits  of  increased  decentralization  and  regional  organization 
structuring  of  program  management  and  delivery  functions 3  and  of  relocation 
of  Toronto-based,  work  units. 

7.  Ministries  be  requested  to  develop  any  future  plans  for  increased  decentralization 
and  regional  organization  structuring  within  the  framework  of  the  designated 
common  Administrative  Regions  and  Regional  Administrative  Centres. 

8.  The  five  volumes  of  the  present  report  of  the  Decentralization  Task  Force 
be  distributed  to  Ministries  for  use  as  a  guide  to  future  organizational 
planning  and  implementation  work. 

9 .  Continuing  responsibility  for  coordination  of  the  implementation  program  out¬ 
lined  above3  for  monitoring  and  evaluating  individual  Ministry  planning  and 
implementation  ef forts 3  and  for  directly  undertaking  studies  of  an  inter- 
Ministry  nature  for  which  the  need  may  arise3  be  assigned  to  the  Management 
Board  Secretariat . 

6.3  Financial  Implications  of  Planning  Effort 

Although  the  above  recommendations  support  a  gradual  approach  in  the  planning  of 
Ministry  regional  organization  structures  and  work  unit  relocation  programs,  it  is 
not  possible  to  estimate  the  cost  of  such  planning  when  it  cannot  be  related  to  a 
specific  interval  of  time.  Therefore,  for  the  purpose  of  estimating  the  cost  of 
Ministry  planning  efforts  and  central  (Management  Board  Secretariat)  coordination¬ 
monitoring-planning  responsibilities,  all  expenditures  have  been  computed  in  relation 
to  an  eighteen-month  period. 

6.3.1  Adjustment  of  Ministry  Programs  to  Administrative  Regions 

The  Task  Force  has  recommended  that  each  Ministry  develop  a  plan  for  adjusting  its 
field  programs  to  the  six  Administrative  Regions  or,  in  a  situation  where  it  is 
impractical  to  use  the  common  Regions,  to  develop  planning  and  operational  techniques 


which  will  enable  the  Ministry  to  relate  its  own  regional  system  to  the  Admin¬ 
istrative  Regions.  The  magnitude  of  this  planning  effort  will  vary  considerably 
among  Ministries,  depending  on: 

how  similar  the  geographic  boundaries  of  existing  regions  and  sub-regions 
are  to  the  outer  boundaries  of  the  six  Administrative  Regions; 
whether  the  Ministry  will  be  utilizing  the  six  Administrative  Regions  for 
field  program  management  or  will  be  using  its  own,  non-conforming  regional 
definitions. 

Therefore,  it  is  not  possible  to  estimate  with  any  degree  of  accuracy,  the  value  of 
professional  and  support  staff  salaries,  office  space,  travel  expenses,  etc.,  which 
would  have  to  be  allocated  to  meeting  this  planning  requirement.  However,  in  the 
judgement  of  the  Task  Force,  it  is  probable  that  in  most  instances,  the  necessary 
studies  could  be  undertaken  by  existing  Ministry  program  planning  staffs,  and  that 
central  coordination,  monitoring  and  evaluation  of  this  phase  could  be  provided 
by  the  Management  Board  Secretariat,  without  incurring  any  significant  additional 
expend! tures . 


6.3.2.  Planning  Studies  Related  to  Establishment  of  Regional  Administrative  Centres 

In  addition  to  the  planning  effort  that  would  be  required  in  order  to  reorient 
Ministry  field  programs  to  the  common  Administrative  Regions,  the  Task  Force  has 
recommended  that  the  Management  Board  Secretariat  and  the  Ministry  of  Government 
Services  be  assigned  the  direct  responsibility  for  carrying  out  certain  of  the 
planning  studies  related  to  the  establishment  and  operation  of  Regional  Administrative 
Centres . 

The  Task  Force  has  recommended  that  the  Ministry  of  Government  Services  carry  out 
accommodation  planning  studies  for  the  purpose  of  identifying  the  space,  furniture, 
equipment  and  special  facilities  required  by  those  Ministries  to  be  located  at  the 
Regional  Administrative  Centres,  and  developing  an  overall  plan,  schedule  and  budget 
for  provision  of  same.  Overall  responsibility  for  monitoring  and  evaluating  this 
planning  phase  on  a  Service-wide  basis,  would  be  assigned  to  the  Management  Board 
Secretariat.  It  has  also  been  recommended  that,  once  the  Regional  Administrative 
Centres  have  been  established  and  are  operational,  the  Management  Board  Secretariat 
initiate  studies  to  determine  the  extent  to  which  common  financial,  personnel,  and 
other  administrative  and  operational  support  services  required  by  Ministries  at  the 
regional  level,  might  be  consolidated  in  organizational  terms.  In  addition,  it  has 
been  proposed  that  the  Secretariat  undertake  planning  studies  leading  to  the  establishment 
of  effective  inter-Ministry  coordinating  mechanisms  at  the  regional  level. 

The  total  cost  of  carrying  out  the  above  planning  studies  in  terms  of  professional 
and  support  staff  salaries,  travel  expenses,  office  space,  etc.,  is  estimated  at 
approximately  $600,000.  Since  the  time  interval  during  which  the  planning  studies 
would  be  completed  has  not  been  specified,  the  cost  of  the  planning  effort  cannot  be 
related  to  any  one  fiscal  year.  However,  the  $600,000  estimate  would  not  represent 
the  actual  additional  expenditure  to  be  incurred  by  the  Province  in  undertaking  these 
studies,  since  it  is  likely  that  a  significant  percentage  of  the  project  manpower 
resources  could  be  seconded  from  within  the  Service.  In  addition,  the  above  estimate 
is  based  upon  the  full-time  involvement  of  personnel,  which  might  not  be  necessary. 

If  the  Government  decides  to  proceed  with  the  establishment  of  common  Administrative 
Regions  and  Regional  Administrative  Centres,  more  detailed  estimates  should  be 
prepared  by  the  Ministry  of  Government  Services  and  the  Management  Board  Secretariat 
with  regard  to  the  personnel  and  financial  resources  required  in  order  to  complete 
the  above-mentioned  planning  studies. 
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6.3.3.  Ministry  Organization  Planning  Studies 

The  Task  Force  has  recommended  that  Ministries  be  encouraged  to  initiate 
comprehensive  planning  studies  to  determine  the  organizational,  administrative, 
and  financial  implications  of  increased  decentralization  and  regional  organization 
structuring  of  program  management  and  delivery  functions,  and  of  the  relocation 
of  Toronto-based  work  units  to  other  municipalities. 

The  total  value  of  professional  and  support  staff  salaries,  travel  expenses,  office 
accommodation,  etc.,  required  in  order  to  undertake  and  centrally  coordinate 
detailed  organizational  reviews  in  seventeen  Ministries  is  estimated  at  approximately 
$1.9  million.  Since  the  time  period  over  which  the  organization  studies  would 
be  carried,  out  has  not  been  specified,  the  'cost1  of  the  planning  effort  undertaken 
during  any  one  fiscal  year  cannot  be  determined.  In  any  case,  the  above  figure 
would  not  reflect  the  actual  additional  expenditure  which  would  be  incurred  by  the 
Province  in  undertaking  these  studies,  since  it  is  probable  that  a  large  percentage 
of  the  staff  could  be  seconded  from  existing  Ministry  complements.  Secondly,  the 
figures  shown  above  are  based  upon  the  full-time  involvement  of  Ministry  staff, 
which  might  not  always  be  required.  Therefore,  an  important  first  step  would  be  for 
each  Ministry  to  specify  the  personnel  and  financial  resources  that  would  be 
required  in  order  to  carry  out  a  comprehensive  organization  planning  study. 


7.  SUMMARY  OF  OVERALL  FINANCIAL  IMPLICATIONS 


ASPECT 

OF 

DECENTRALIZATION 

NON-RECURRING  (ONE-TIME)  COSTS 

OVER  n  YEARS 

(Millions  of  $) 

NET  INCREASE  (+)  OR 

DECREASE  (-)  IN  ANNUAL 
OPERATING  COSTS 

(Millions  of  $) 

Planni ng 

Implementation 

. 

1.  Common  Regions 
(Section  2.1.) 

To  be  determined 
by  Ministries. 

To  be  determined 
by  Ministries. 

To  be  determined 
by  Ministries 

2.  Regional  Administra¬ 
tive  Centres 
(Secti on  2.2. ) 

$0.6 

$2.5  to  $3.8 

(+)  $0.6  to  $0.81 
annual ly 

3.  Regional  Organization 
Structuri ng 
(Section  3.) 

$1.9 

To  be  determined 
Ministries. 

(+)  $0.55  to  $0.652 
annual ly 

4.  Relocation  of  Discrete 
Work  Units  (based  on 

Included  under 

Item  3,  above. 

(a)Outside  Toronto 
$6.0  to  $8.0 

(a)  (-) $0 .  75  to  $1.10 
annually 

relocation  of  1500  to 
2300  staff)3 
(Secti on  4. ) 

(b)Toronto  Suburb 

$1.0  to  $1.5 

"(b)  (-)  $'0.Z8  to  $0.h0 

annually 

ONE-TIME  COSTS 

ANNUAL  COSTS 

TOTALS: 

$2.5  (over 
unspecified,  no. 
of  years) 

$8.5  to  $11.8 

based  on  2  and 
4(a),  above. 

(+)  $0.40  to  $0.45  based  on 

2,3,  and  4(a)  above. 

$3.5  to  $5.3 

based  on  2  and 
4(b),  above. 

(+)  $0.77  to  $0.86  based  on 

2,3,  and  4(b) ,  above. 
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NOTES: 


1.  The  cost  of  regional  office  accommodation  currently  occupied  by  Ministry 
regional  management  and  support  service  staffs  located  in  various  municipalities 
across  the  Province,  is  estimated  to  be  approximately  one-third,  less  than 
would  be  the  accommodation  costs  in  the  proposed  Regional  Administrative 
Centres.  The  increase  in  regional  office  accommodation  costs  would  be  attributabl 
to  two  factors.  Firstly,  current  "Working  Environment  Standards"  would  be 

used  as  a  basis  for  planning  office  accommodation  and  facilities  at  the  Regional 
Administrative  Centres,  in  some  instances  resulting  in  more  generous  space 
allowances  than  are  feasible  at  present.  Secondly,  a  generally  higher  calibre 
of  accommodation  would  be  provided  in  the  Centres  than  is  now  available,  with  a 
resultant  increase  in  the  cost  per  square  foot  of  space  allocated. 

2.  This  estimate  is  based  on  an  assumption  that  at  least  initially,  the  majority 
of  the  new  positions  required  for  the  management  hierarchy  in  regionally 
organized  Ministries  could  be  filled  through  the  gradual  upgrading  of  existing 
personnel ,  and  that  complement  increases  will  be  resisted.  However,  as 
increased  decentralization  and  regional  organization  structuring  is  achieved, 
it  is  probable  that  significant  additional  costs  would  have  to  be  borne  due  to 
the  accelerated  expansion  and  development  of  programs  caused  by  greater  public 
awareness  and  involvement  at  the  local  level. 

3.  This  calculation  is  based  on  the  potential  relocation  of  from  1,500  to  2,300 
personnel  from  Toronto  to  other  municipalities.  To  the  extent  that  relocated 
jobs  could  not  be  filled  by  Toronto-based  staff  of  the  Public  Service,  local 
recruitment  would  be  initiated  and  thus,  the  one-time  cost  of  physical 
relocation  would  be  reduced.  The  cost  of  relocating  this  number  of  staff  and 
dependants  from  Toronto  to  another  municipality  is  shown  in  row  (a);  the  cost 
of  moving  a  work  unit  from  central  to  suburban  Toronto  is  shown  in  row  (b). 

In  all  probability,  if  extensive  work  unit  relocation  were  to  occur,  receiving 
municipalities  in  suburban  Toronto  as  well  as  points  geographically  distant  from 
Toronto,  would  be  selected. 
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C.  N.  Watson 

Director,  Planning  Branch 

Office  of  the  Premier 
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R.  K.  Sachse 
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Executive  Director, 
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Secretariat 
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R.  E.  Hakala  (Project  Manager) 

E.  S.  Chorostecki  (Project  Manager) 

E.  K.  Taylor 
J.  Trubic 


MINISTRY  OF  HEALTH 

Mrs.  H.  Bain  (Research  and  Planning  Branch) 
MINISTRY  OF  TREASURY,  ECONOMICS  AND  INTERGOVERNMENTAL  AFFAIRS 

M.  Gault  (Regional  Development  Branch) 
MINISTRY  OF  REVENUE: 

J.  S.  Purdon  (Assessment  Standards  Branch) 
MINISTRY  OF  NATURAL  RESOURCES: 

W.  L.  Sleeman  (Fire  Control  Branch) 

MINISTRY  OF  CORRECTIONAL  SERVICES: 

M.  Slusarenko  (Planning  and  Research  Branch) 
MINISTRY  OF  CONSUMER  AND  COMMERCIAL  RELATIONS: 

A.  V.  Godden  (Regional  Coordinator) 

EXTERNAL  CONSULTANT  (Employee  Attitudes  Study): 

Dr.  J.  D.  Crawford  (J.  D.  Crawford  and 
Company,  Management  Consultants). 


-  25  - 


APPENDIX  C 


GLOSSARY  OF  SPECIAL  TERMINOLOGY 


Decentral izati on 


Del egati on 


Relocation 


■  Dispersal 


Reqi onal 
Orqani zati on  or 
Reqi onal izati  on 

-  i  -  -  - 

Admi ni strati  ve 
Regi on 


Planning  Region 


Reqi onal 

Admi ni strati ve 

Centre 


Discrete 
Work  Unit 


the  transfer  of  program  management  and  program  delivery 
responsibilities  and  authority  from  head  office  to  the 
field. 

the  transfer  of  decision  making  authority  to  lower 
1  e-vel s  in  the  management  hierarchy. 

the  physical  movement  of  a  discrete  work  unit  from  the 
Queen's  Park  area  to  a  suburban  location  or  to  a 
municipality  outside  of  Metropolitan  Toronto. 

means  the  same  relocation. 

the  formal  structure  established  to  manage  and  deliver 
government  programs  on  a  regional  basis. 


a  specific  geographic  area  of  the  province  used  for  the 
planning  and  administration  of  Ministry  programs. 

the  specific  geographic  area  of  the  province  used  by 
the  Ministry  of  Treasury,  Economics  and  Intergovern¬ 
mental  Affairs  for  purposes  of  economic  and  social 
planning. 

the  location  at  which  Ministries  perform  their  program 
management  functions  for  a  specified  adniini strive 
region,  and  at  which  certain  common  administrative  and 
operational  support  services  are  provided. 

for  the  purpose  of  this  study,  is  generally  a  Branch 
within  a  Ministry. 
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